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L ommun|ty actlon |nvolves
nearly everyone at ong time er another:.
.JFhe purpose. of this leaders'-guidé is to :

help increase leader: effectlveness in.
plannlng ‘and |mplement|ng l6cal actlon
prOjects by-discussing-and provrdlng
examples of the naturg and: character-
~istics. of planned commiunity acti
leadu‘l'g to community. development.,*
Perhaps you have a questlon about

becomlng involved. Questions. often ..
-‘raised by docal people dére, Why be
‘concerned?What is distinctive about
communlty action? What has been the
experience of others undertaking

- community action? What is |nvolved |n
“the dévelopment of an action. syst
These quest|ons are answered if}
- following section$-of the guide. *.

1 ZOne Part: of a Communltys Attempt at \

research and summanzes over 2 years .

" of studying action projects. The authors -
" visited seven New York State commu-

. nities to study and report on- lndrvrdual _
¥ community action prolects (Rural
- Community Action: A. Series of Casé

Studies ‘of Action Projects in Small New - o .
" commun|ty action prolects Unsuccess- .

York State Communities,: Cornell Mis-..
ce//aneous Bulletin 116, in press) C
. These communities varied in size from.
.a small rural village of apout 1,000
people to a'city anpd surroundlng area
~affected by the -problems of over 8, 000
.. people. In the -studies community was
def|ned as a village, town, or small. city
- or-any combination of such units in a
predomlnantly rural -area: County,. .
region, or state actlon prole ts- were '

- excliided..

- The sevep

-following: ;

" Establishg
Woodhull New York

Heuslng for Senror Ctttzens in: Sher-
- burng, New York ' .

-

Houslng ‘for.Senior Citizens, Ch|ld
Development Center, Health Care Cen- .
.ter, and Nursing Home Fac:lrtles in:
Grotbn New York ' :

prolects studled. were the -

- vide the fogtds and examples for the
»'‘remaindgf of the guide.

&

- -action and brief abstracts of the case s . L
" -studies follow. The case studies are, - - T .
- ingorporated in.a thorough review of B S ' o

‘ ".' '.Ecopomlc Development through the

L Transformatlon ofa School Bu1ldrng R
.. -into‘Rental Housing for Senior Cltlzens'. e
~in; Smclalrwlle New York . o

vv,Lrb;ary PrOject in Salamanca New
'.‘York ST )

own' garticylar culture and set of eco-'-
©nomic, social, political;;and physical

ThlS gutde revrews communlty action’ rcharactenstlcs some general pr1n0|ples .

Y

- ful community .action experiences and .
* the many lessons: to be learned from - '
,them were not a.part of this study.
“However, our flndlngs appear.to-be :
*considtent with the literature treating

‘ @ctlons in other settings. - -~

of a Medlcal Cllnlo,ln R

“and the Ballard Mill Center: fo: the Arts o
i Malone New York .

‘Greatéer Malone Community Council .

",The Gentral New York Maple Festlval L
in. Marathon, New York - _’.,:.,',. SRR

Economlc and Social Turnabout: The -

.. . 'y . T . B .

Event ugh each communlty has |ts'-",., i T

-of leadershlp and organlzatlon emerge-
from theaction process at the local

level. These: charactenstlcs and pat- - -
terns of.cqnm ity action ‘projects pro- . -

‘TheAuthors studied only successful’

unsuccessful as “vell as successful

“We turn first to the question, Why be -
»concerned'7 A ‘more searching revrew =
of the charactenstlcs of communlty

the development of the actiofn- system

. * -
- ’ -~ . . Y

ot & 1igaiiave Y400 Ta8



C here xs perhaps no means by: . - MacDonald Me ica
which the‘people living in Amencas; ' Clrn/c in WOOth//
% - small communities could make a . "
LS ‘more worthwhile contnbutlon to
R -themselves ‘and 10 the stability and.
© . welfare of our ‘nation, than through a}
" concemed effort to lmprove and /-

' strengthen therr own communxtles ‘_": o

- That statement was made in 1950 :
- Today, there is’ incfeased emphaSIs on . -
. decentralrzatlon of government action . -
" with increased focus on decisions.- and»f
_ * action atthe local level. As noted by
.another author wiiting'in 1980

T 'Wrth the level: of monetary publfje-

. sources gblng down:both. on th .

.~ local ang’hational levels, and show—
.Trng;: /sigris Of an upswing lln the

forseeable future, human resources ,

" must be tappedz‘nf local’ development -

. is to continueg The act|on perspec- -

.~ tive.provides s with a- methodology

: ‘j'to identify avarlable resources z '

w Communnty Change
" A number of theor|es deal wrth
, - change occurring in communmes
" throughout-the- United: ‘States.: Roland"
© Warren, in The: Commuq/ty in Amer/ca
~ discusses the-“Great Change: "By . .
L that term, he means, among-other .
N th|ngs the, increasing o entatron of the
.\ varibus segments of a-community (the - .
©._schools, busirtesses, orgar’nzatlons o
o eto)toward systems institutions, or- : _ '
% agencies outside:the community, either-. - ‘ D A
state, national;or international. Alocal e s N Lo S
".chain-store ‘whose-policies ‘and-’ I
o -emponment practices-as well as exis- T : :
T _tence are determined by the parent o ,3; R R S @,}j .
~. " companyin another community some B T e el
- distance away illustrates_ this- notion. . - . . T S : Lo
Although there are obvious benefits to. . =~ o L
" this kind of structural arrangement kN ' s T PR S
'“"this outward-directed orientation, rnvoIv- S O A S an,
. 1ngash|ft|nthecefnterofde0|slon- T R J
*.making, results in the communtty itself .- - UL T R
|os|ngcohesrona‘ndautonomy; P e
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: Federal
agencles

_ Change X \works to strengthen the’ vertl-
“cal relatlonshrps between local: un|ts‘
_and.the state' and Jfederal céenters:whil
" it'weakens the honzontal relatlonshlps
\ among the |oca| unrts He con¢ludes ;

result wed L a ey '
Dunng the 1970s the rate..of popula-, :

tlon growth .between urban and ruraI

- areas shiffed.: Populatlon growth in
~much of the ruraI areas-increased at a

“higher raté than in urban.areas for.tHe-
first time- in decades. As a result,”
- many small: communmes are: expenenc-
ing problems ‘associated with manag|ng '
populat|on growth ‘These rapid -
changes occurring.in American. com- -
‘munities increase the need for cooper—
at|on coordination, plannlng and act|on'-:-.{

office;

. Flgure 1
communlty—vemcal :
-and honzohtal ties

|ncrease through reachrng out for
-lnformatlon or advrce beyond the

at the local level.:“The choice is not - |oca|rty S open access to decrslon mak|ng
one of stability.or ‘change. Itisrather -: - A posrtrve vrsron of the krnd of cor’n—‘ R enough acceptance of’ drfferences to:
that of planned or haphazard change " ._munity that can oceur as aresutt of,. " allowsfor: healthy debate. and' enough
A further question regarding- this - o :community . actlon and coordlnat|on lS ‘active: frrendshlp mu‘tual respect and;’;
change is: “Who does the changlng’?" the foIIowung S AR R SR .lnternal cohesrveness to maintain the’
s ' It.can be either the local community . o : e .
- members or ‘outsiders; lndependently or . |n a commun|ty where there

vngorous ‘community -fife.. ‘thefe isa’”
sprrrt of local pnqe an lnterpe onal!

in partnershrp or'both. One author ,
“ clearly-argues; People have the- oppor,
" tunity- 1o either, effect change or be _
B affected by it.¢ -poss|b|e for the. people who live: <
Leaders in small communmes have - " there to act with unity- and resolut|on
successfully slpwed orstabilized the . - There is'a pervadlng climate.of ‘civic:
" process of decllnef In.fmany cases they Co vrtallty that makes cooperatron the
“have raised the quallty of public ser=, =~ i
“vice! Basic goals_of communlty act|on
may. therefore: be—— RPN .
e to manage,_if not halt decllne ln a N R P
.+, Creative_yay;’ T I
Ceto takeaadvantage of opportunrtres S
- rather than to: wart"for a problem L
. “ito- develop,- o .
- @10 develop.the’ abrlrfy/of locaI peo- e o
- ple totake action; . .- ool
0 ‘to credtea cooperative c0mmun ‘
: ty&{,hat works for mutual benefrt RN
An’ awareness and understandmg of
“the varioug_programs availdble to smal
" ‘communities are not always, possible.
Yet once act|on beguns opportunrtres

toward in your case’?

ERI
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el ke to'take a antage of the * A Woodhull - Medlcal CIInIc
nce of: others in'the arena. of D« " -This project |nvo|ved the. establlsh-
nrty‘actlon Whether or-not - you -~ ment.of the Fayette D. MacDonald
- Medical Clinic in ‘Woodhull;, New York.
The people in 'this rural’ communrty

ere faced!
‘local’ physrman services; Members of -

. Tess, thetproble S encountered ‘and’
- the. means:to. compIete a communlty
- action :project, to enable you to rmprove '
Tyour ¢ situation.- - ’
% Many ‘excellent communlty actron
"fprOject.s have'been and are being- oon- -
*.-ducted throughout New York State’:. -
sHowever, there have been few serious -
~:/attempts to study such projects for .
| . bagic pr1ncrples of Ieadershrp, commu-
ity organrzatron artd action. processes
- “that-might be shared with- leaders’in ,‘
T other; commun|t|es The following stud- - tion was formed -and fund- ralsrng
w0 jes 'were undertaken with this-in mind.:
- Abstracts of the sevgn action proj--.
ects studred as part of the research
. conducted {n. preparation for thls guide. ;..
* follow. Many of the glements and spe- - 1 -
- ific characterlstros of. communrty
L actron projects’ to be outlined in detail
Sooin the following sections are rJIustrated
© ' Here. Findings from these: prOjects are
N _'rncorporated in- the discussion of the
. .development of an action’ system
*found in the'last section of the gulde
We encourage.you {0 acqurre and read B
_’,::the composite; case-study réport pre- e
~viou referenced for full detarls

- Grange members,’ “and fraternal and -
volunteer organlzatlonal members At

** Foundation (under their }hen exrstlng

“which enabléd them to do a med|—~
ca| economic survey: of their ar,ea

ar

Aruitoxt provided by Eic:

. ; of:a. medrcal clinic’ serwced from out-:
rth the |mpend|ng |oss of

fﬁthe local: Civic Club |n|trated action and
: latef broadenéd: partlcrpatlon to- |nc|ude s tors and-one full- time nurse practltloner
'locaI busrness people church. Ieaders. .

“the ‘start, a small 1ocal group .Obtained
the adee from the: Sears: Roebuck B

o "Communlty Medical Asslstancg Plan),

.~ remoeeled with- ‘part of- the: rmigH ey orrg-
Eventually -a not-for: proflt corpora- :

.. efforts-began in the local service area
Followrng several contacts;:it became
T obvrous that they ‘were not gorng to be

able. to obtarn*a commrtment from a :
dactortolocate-in the: communrty Th|s
* brought about a'change in strategy -.

whereby they sought the. estabI|shmen

.-side’ the COmmunrty From a private :
practrce based outside the Woodhull
" area, they. obtained two' part-tlme doc-

to serve a medrcat' clinic...
‘As the prolect progressed ‘the Mac-

Donald Guild:was formed:locally, for ;
ya|se money and to assist with- the.
.development and eventual operat|on of :
. the clinic; The site, chdsen for the clinj
- was one wing of the town hall, farm
""a.school’ building: The facilities

. inally secured from local furid-raising - -
- éfforts. The clinic was opened-in. March .
. 1974 and contrne@s/l{} serve the R
‘ oommunrty at th mresent trme o

Wbbdhuil-'Tan Half, "~
. site-of MacDonald . ...:
: ._Me_dioa! Clinic .




/B S erburne Senlor Cltlzens
/ Hoflsing
TS Chenango County is a predomlnantly
rural county, ‘and the’ early impetus-for -

- zations- at the county level—"

COOperatlve Extension and the County'j_v

Plannlng Board. They. were: prlmanly
respondlng to’'a housing shortage for:

- low-income -and elderly people, and in .-

".1972 formed the Housing Councn of -
Chenango County. Various’ county: -

.-agencies were contacted ‘and brought'

into the council, such as the Public
.~Heaith Department, Farmers Home
- “Administration, and Head-Start: As the
“.action contifued and mqre people -

7 became invoived, a-not-for-profit corpo-'

rat|on was formed called the Chenango
Hous|ng Improvement Program nc.
(CHIP)

.‘burne senior citizens” group known as
- the'Sixty-Plus Dinner- Club,£HIP °

- achieved local acceptance of the prol-.‘

> ect. Using FmHA funds:and HUD rent
subsldy CHIP began plans to build a '
“senior citizens’ housing complex in.
Sherburne The Sherburne Sixty- Plus
Srte Council was latér’ organlzed to
~ manage.the appl|cat|on and leasing .
arrangements Cooperatlon from the vil?

arrangements that benéfited the council
and the project. In:1977 a Joan from. -
FmHA ‘was. approved and- ‘construction
began, resultlng in two four-unit,’ Iow- '

* tures. A definite change in the
’ ‘-'relat|onsh|ps between a county level -
‘organization and Sherburne resulted-
- from thi§ action, which may have fur- -
" ther effécts on the community in days -
"' to éome through increased-inter-.. . -
: '_agency communlcatlons and trust.

. \)

ERIC
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- action in’ this study came.from organ|-<__x -

Worklng pr|mar|ly through the Sher- 8

lage and town came in the form of tax "

income senior citizens' houslng struc-

Grace Manor
" Apartments for
. isenior citizens in’
i ‘Sherburne

C Groton Three-Part Complex
Communlty action in Groton |n|t|ally\ :
mvolved_three separate pro;ect ) L
directed toward providing day.‘care for. -
ﬁhll}jren improved health services for =~
the community, and nursing and-hous--
*"ing facilties for senior citizens. Several
peopIe involved in the different’ pro;ects

* décided that a single organization was "

. n_ejded to.coordinate the. deve10pment
inits entirety. ‘An "umbreIla group™ was -~

organlzed to oversee what was to
-become a multrmrlllon dollar three-part
tcomplex consisting of a Child Devel-
*-opment Center,-a. Comimunity Health
Care Center, and thie Center Village:
Court, consisting of 40 one-bedroom-
'apartments (later expanded to' 60 units)

" for senior. citizeris. The idea of add|ng a..

nursing home-to the complex was -
! under” consideration at the time the

- muUnity ayvareness andinvelvement -

- proved to be essential for an effort of

- 'this magnitude.. Communlty contribi-

" tions through fund drives and "in. k|nd"f:‘>

- ‘donations ofland and resources were

o coupl“d with speclal program grants -

: 'and Ioans from a var|ety of outstde
-sources including the Appalachia Pro- -

- the: Farmers . Home Administration of
" 'the U.S. Department of Agnculture ,
" Throughout the 10 years.of the project,
local leaders maintained a positive
Scanr do" attitude in"spite of confront- "~
~ing numerous obstacles to funding and
- ‘other. probIems along the, way :

Y3

e
' case: study was conducted.” ... -
rong project leadersh|p and com-._

~

gram; federal health assistance, and .

-4
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. “cgmnpleted in separate parts of the mrII

* individual craftspersons renting single *

: _"Mlll Center for the Ar\ts

D Ma1one~- Communlty Councll and

'Ballard Mill Center for the As - .
‘. “Malone is located in Eranklin County - for ‘several middle-sized ¢ities in central ’

iR northern "New York State.. The area

- has a reIat|ver high- unemplpyment

'rate and-a-high proportion: of famllres
~ o living: below the’poverty. line. Efforts had
" been made.to attract industry andt
_increase human serwces to meet the P
" needs of the communrty One such -
“effort was initiated-in 1975 by the crea-
tion-of the Greater Malone Community *

Councrl containing members represent-

" ing 40 different’ local .organizations. The

initiation of community action involving

. ,arts and crafts occurred with the _
~ rgceipt 'of three New .York State Coun--
- -.cil for the Arts grants to, seek out-a site -
. for & community theatre. EventuaIIy
“ideas formed about ‘restoring’anold,

unused textilg,mill building and housmg
a-communrty heatre and arts center in-
it:
: The Ballard Mlll Commrssmmformed
- by the, communlty ‘council; negotrated

'to buy therland -and the mill building. ’
" -After a loan from the Kresge Founda- o
.. tion, restoration efforts began and a -

vast. IocaI fund-raising campaign was

'.carned on-in the-form. of subscrrptrons

to the art center.As restoratlon ‘was .

‘building, a-community’ ‘college crafts; -

" program moved into the third floor. Thrs

was followed by a Mohawk crafts gurld
from a.nearby Indian reservation and -
the community theatre, and later by

spaces, which they restored. The mill

" also contained an old hydropower. sys-
ter!, which' was;rebuilt.to make the arts "~

~and Crafts center energy self- sufﬂ0|ent
The result after years of work and
“commiunity ‘involvement is the BaIIard

Aruitoxt provided by Eic:

* efforts for |mprovemer)t in the commu-

" munity. members, who met as an -

sure that it ‘actually came about. Later -
“ the organization |ncorporated into the
* Central New:York Maple Festival .
~.Association, Inc. Leadership: |nc|uded
~ association officers and a variety of: -

-who planned and supervised the prep
~arat|ons for the -annual festival.event.

; partrcrpatlon ‘involved and'thie’ success- )

{raffic conitrol and food preparation. The )
' ‘festival proceeds are returned tothe- "
'.{? community in the-form of donatjons to

I~ construction of-a. civic:Center for use , "
by the communlty, among ‘other thlngs _

BT

‘One’ |mportant result is.the realizat
“that the srrEII size of this. community s:
"not-a drawback but a benefrt in this

- New York State. In recent years-local: »'kind of tndependent development effort, .
business and economy in'general have,, s S \ -
declined.,A var|ety of: groups made - Aoy RS E

E Marathon Maple Festlval ,
.~ Marathon'is -a. "bedroom communlty

- nity-and looked for-an' idea {0 help sus- -
tain or revitalize the village. A maple - -
festival appealed: to“tmany actiye- com- -

informal Festival Committee to make'

commrttee work~group charrpersons

- The’ festrval is sngnrfrcant pnmarlly
because of the amount of community-

ful way festival {eaders have drawn..
exrstlng communlty groups into the
preparations:and festival problems, fike .

groups, the‘purchase of land, and the -

Ballard Mill in
Malone. - 7
Pholoyraphs by .

Rick: Auger S
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'G“ Salamanca - Community lerary
Salamanca New York; is a city.of *
approxrmately 7,000 people located in -
~southwestem New York_State. This

communlty ‘has several very active
com n|ty organrzatrons which are:
“-involved in a broad range of communi-
Sty actrons and efforts. The crisis pornt

| - forithis cityaCame in 1976 when sev- .
“eral local industries were forced to -

- close plants..Out of this crisis emerged
4 two organizations concerning them- -

. _seres with economic industrial Qevel-
" opment and community rmprovement

“ectto convert an.empty. grocery -store
burldrng into.a new community library. -
They raised funds wrthrn the local area, -
~invented new-and dramatic publicity -
F Smclairvrlle Senior Citizens
- . Housing -
-~ A group. of people met wrth the :
County Office for the: Agrng representa- -
,' tives in 1976 in an informal way to dis- .
- cuss the- housing needs of the eIderIy
- in-their communrty Their .survey of
area’ “households convinced them of
_.the ‘serious need for low-income -~
;senior citizen housing. In the fall of, that )
year this group formed a not-for- profrt
corporatron expanded. their member-.‘
~ship, and later that year. found an Ty
. unused school burldrng that could be -
remodeled into apartments The follow- -
-ing year they hired a professronal '
developer ’svho bought the building.
“from the group and was responsrble for FRT
" its"actual renovation. N
The Sinclairville group was advrsed
\ "and -guided in its work by various - -
\ county agencres for the. elderly and : v
\housrng The entire projecttook 4. -~ .-
~years.to complete and was funded, for. -
the most part, by aloan from the = =~
' 'Farmers Home Adrministration. The
‘communlty action project represents a-
poollng of local community and outside
.- resources and the cooperation’and -~
.. involvement of IocaI government and'
|nst|tut|ons -

-~ into support and awareness of the .
nearIy year»long constructlon prOject

. ;f.}

Rl

Aruitoxt provided by Eic:

‘Then, an informal group began a proj- - - “idents.of Salamanca. -

'scherhes, and mobrlrzed'the communrty

In the sprrng of 1977, the. new Ilbrary

opened and has serviced the commu-"

. nity ever since, both as a ‘public library. -

and as an example ‘of the ability of

“Salamanca residents to work: success- -

~fully.together for their own good. . ﬁ, U f =
The project was completed ! wrth '

aImost no,outside funging and was_ r-‘

organlzed by an ad-hoc group of -

- people. who were ‘able'to pullintd: -

action members of the communrty wrth

. «a large variety of skills and expertise.

This group has’ srnce completed.other.
. successful projects that:beriefit: the res-_'

The next section of the gurde grves a"-_
more -detailed study of tHe key ele- = = . -
".ments and charactefistics of communi-
ty actioni prorects to-help you analyze TS
and work- through plans for the devel-
- opment and rmpIementatron of a IocaI
prolect .
: S'é_nior' citizens'
housing.in-
~Sinclairville .

‘Communrty Irbrary rn B
Salamanca : n
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: ow can commun1ty actlon be

H

‘ What then is commun|ty act|on'> e

d|st|ngurshed from other kinds of

'"‘action? Oné way isto identify the

charactenstrcs of commun|ty actionto -
help you gain an overall perspectlve of
- the action.being. undertaken. It-also .
makes it possible to evaluate the -
approprtateness of the communlty

- action. approach |nj light of-the desired .

‘change. . » .
“The mere fact that.an. event or .

. activity ‘occurs lna specrflo locality

does not mean that it is an integral, part.
‘of- communrty life."s: There are.actions -
- that involve.many people in‘a partrcular
p|ace ‘but‘have no ongoing connec-
“tion‘with the locality in which they
“@ oceur, such as a national conventlog/
S '//.‘ .
Communrty Identrty e /. 5
‘A’ community is partially deflned by-
|t’s geogdraphical and-goyetnmental- -
*location; thus,: commun|ty action must
have some reference to the place in

‘which it} 45 be|ng carrled out. As pre- -

- viously noted, in New York state this .
maybe a particular town, village; city,

', or comblnatlon of such minor civil. divi-
-sions. Even-so, an action project.rargly -

d|rect|y involves the community as.a .
-whole, but rather one segment of |t

Elements of Communnty Actron -

Key ‘elements. baslc to every com- .

iy munrty action project are—

‘Actors, the leaders and pamcrpants
“in the action.process;

.. Assoclations, groups or. |nst|tut|ons :
© ..+ within and outside the community,
“-relevant to the act|on and the |nter~

B ests they ‘express;- :
-Action, the process nself the type of

* ~planned change that occurs.™ .
~ How are these elements transferred

Lo

nto commW action?.

fActors S
. 1 Leaders of Actlont RN

“ect are'those who can. initiate ‘action
* ‘and help’maintain the organlzatlon that: -
“"has been formed._They exert influence .
" 'not be-available to the pr01ect on a.

' cont|nurng basis.' - : - _'

" to keep people ,worklng toward a col-

- the community's social.and cultur-

: . about the action they are seek|ng

“-s -(4)those who are recognlzed by

- 'also have positions in organizations " .

"Leaders in a commun|ty actron pr01- »

lective goal. - . L
a) Those leaders. |nvo|ved W|th or:
“sought after to become a member-of -
‘the community-action |n|t|atlng roup
in the cooperative approach ar
.(1) those who have prestige and
respect in the community, or:have
":access to people W|th prest|ge '
‘and power;. " ® '
(2) those who have knowledge of

‘al background, especrally |ts dom-s
inant values; . '
"(8) those- who know. specrflcally

10 initiate; and

- local residents as"persons who
represent the interest: of the
_-community.’" "
‘b) Many commun|ty action Ieaders

in their commupities.. These Ieaders ke
: may be of two types: :
' Generalized, those who contrlb-
- ute promrnently to two or-more -
’ 1nterests in the locallty such as
' government and education, and -
SpeC/a//zed those with a hrgh
profrcrency in-only one area such
. as health.)2: -
Smaller communities- may. depend

more upon general-type leaders than

- do larger communities.
2 Involvement v i

A central concérn of s00|ety today is
fomncreased rnvolvement or pamcrpa- .
% tion by-local people in public affairs. . -
Communlty projects by definition are”
~-open to all who wish to. pamotpate and ‘
especnally to those to be affected by "
~‘the action. However, in reality it is more .

. llkely that onIy a m|nor|ty of the popula-

'. Vi T RS
. RIS Ho

~ one writer calls "the |nterdependency ;
" of self-interests,” whereby-people in. a o
. locality see their lives enhlanced or:+

S t|on wnll be active in an actlon at: any
“given time.2 With this in mind, partici- :

pation by others  might be enhanced by -

* .involving people in short, specrflc
-undertakings us|ng talents that-are ‘not .

_readily. available 'elsewhere and would

- Whit fotivates people ln a commu-
n|ty to |nvolve themselves in commun|-~
.ty action? Several ideas have been put- .

* forth. One aspect of ‘motivation’is.the: - -
" “Btronig sense of identificatior that-peo- /
“ple-in a: commun|ty have with each.
~ other, so that they see themselves -

- affected by:what happens to: others
Another aspect ‘of motivation- is what .

threatened by the same thiygs and "

-. thus may act together 5.

Assoclatlons
1. Organlzatlon

-The need for individuals. and groups
to act together calls for the establish-"
ment of a spec1al action system within -

_ the_community. In some instances; the

action may be directed toward assist- -
ing an existing. organization; however, a .-

: fseparate organrzatlon will: be needed
" for this assistance.

Once the initial action system is in -

: '».place it-becomes necessary to estab-

lish relatjonships with others within or A

-outside the community or both.

The important question is, What addi- -

‘ - tional‘associations beyond the initial -
actnonsystems are necessary ,for_the g

project to be successful? and Why2: .-

Asgpciations are needed with d|fferent
individuals and groups— - . "

+ ‘e to gain support for the act|on s
-<system, - - " e a
e t0 sustain the act|on system
e 10 help carry out the necessary.
functions of theaction sysfem. .

.Assocratlons are established with indi-"

‘viduals“and groups-on the basis of. - .
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; ."" vate in that-beneficiaries include

g - & Goals of theaction represent the

- éntin an action system:

ol o N
t e v f . . ; ). pedple 4R A . ' .
. B ¢ j'-'" A # o &
- what is_expected from them'dUring‘ the SRR IR
operation of the action system or after "' L : '
completron of the prolect 18 e :
Actlon ' : e © Community N\
“ 1. Action Orrentatron S L '. , rvironment 4

. Prrncrpal actors and benefrcrarles
are.local residents.” - .

- interest of-local resrdents
"o Action is pubhc as opposed: to prr-

.y persons in addition to.the actors.'” a'l'é’rigﬁif.?é"?:'k"lﬁ?n e
A problem solvrng orrentatton |s T R -
" usual. 9 RIS
K Volunteer partrcrpatron of |nd|vrdu-
als and groups is common. - .
. oA democratrc approach is used, -
“including open partlcrpatron by .«
- those who are expected to.be’
““affected by the action.'® "~ .
- e Planned change toward some o
agreed upon*goal, to, either make
" orblock change is the focus‘9 '
2 "Action strategy ..

Communrty action tends to be collab- .
oratrve in-its methods, there, betng a. -
h|gh degree 'of ‘cooperation and "WOrk-

" ing together among its partrcrpants The
idea of peoplé, organizations, and |nst|-
* tutions working- together in a coordr-
_nated way-i$ basic to this type of
“.action process. < ti

Although:this guide is drrected prrma—

rrly toward the use of cooperation-and .
consensus, communrty action:may -
‘oceur through'the deliberate.use of .
- conflict strategy. In.this instance, two
‘actiori. systems concerned.with the
same-problem must be involved, at a-
*minitnum, before the-issue can be . .
. resolved. Conflict refers to the rnterac- A o 7
. tion _of two or more groups engaged in- o oo T
thwartrng each’ others purposes 20 s S L
3 Types of Activity - : B SR :

- There are'two types of actrvrty pres-‘ e -

" Expansion of the )
- Action System

) Operatlon' of the
. Actlon System

- R AR ‘?‘E Srriso I ‘ .
Endlng or Reorganlzatlon '
of Actlon System

‘o Task accomplishmentand . ©. .o Local :
e Maintenance of the. action - . ' N, PR ' . Figure2.

' Coel . o Framework for
~ community action .

Aruitoxt provided by Eic:



In task accg mplishment, people ‘work .
to achiéve a specific and often’ tangible,

- goal, such.as the consjruction of hous--

- ™ing for senior citigens: At the same time -

‘they -also ‘have to spend time and |
. _energy toward maintaining the action

system (action orgdnizatlon) to enab|e

them to atftain that goal® Both are
- .equally lmportant |f comr'nunrty actron lS

to occur.

‘4. Action Process- "

One may view community actlon as
the process by which action occurs.
Most- frequently the gftion process’ is

. thought of in termis of phases or stages
- through which any’ partlcular actior

evolves. For the purpose of our studies
and for this guide we have adopted

- Warren's five-stage model of the com-

munity action process.?? A brief outline

-of the model here will suffice since-it

will. be used more extensrvely |ater on
inthe gutde (see fig. 2). . ‘

. Five-Stage Process Mode!:

F‘communlty environment create a
" favorable situation for the inception of a

4 -
Stage 1. Project Envrronment/ Back-

- ‘grourd to Action

In what ways does:the exrstnng

»

partrcular action system?
‘What patterns of community- action
or inaction exist in the community rele-

-vant to the new community action

be|ng proposed?

Stage 2. Initiation of Actxon

Where will the action 'system be
|ocated’?

What is to be accomphshed asa
result of the community action?

Which elements of the community

" must be involved.to assure thrs

accompIrshment’?

o Stage 3. Expansron of the Actron

System ;

For what. purpose are additional indi- -

V|dua|s or.groups-to be brought into the

: actlon system'? Almost by definition, the

\‘__\ )

A

type of action ‘Yhat any partrc%;action
system'is capable of accomplishipg
unarded is not a communrty actron

Stage a. Operatnon of the Act|on ' \
System . ° P
How is the part;pular prolect to be -

- completed? In most.cases, this stage '

is where the méjor activity of the proj- -
gct,7involving a number of people and
groups, oCcurs.

Stage 5. Endlng or Reorganrzatlon of
the Action System .. . .
" After the action prolect is termnnated

“what is left? The action systen{ may. ..
dissolve. It may. need to be transformed.
_into a future action system. OF it may.

result in restructuring the informal
aspects of the community, making

-possible more effective collaborative

effortsin the future. Increased local

./
leadership experience and ability are a
direct spin-off of such projects.

structured organlzatron to carry out the .
plan Yor. the-project, whereas some onIy '
requrre an mfor@al and loose structure 1
The amount of time requrred to eom- -
7 plete the actlom vanes greatly among
prolects . S
As noted, there are key elements
+and -a number.of. d|st|ngU|sh1ng charac-

- teristics associated with communrty

. action. These. eIements and character- ,

" istics of commun1ty act|on aré observ-
~ ablé in the next section of the' guide as -

we study the. development of an actron

' system -

S rFs

* Although outlined heré as sequential XS

stages, in actuality the action process
may be less neat or some\stages may
be simultaneous in a particular com-
munrty action. .
5. Variations

Finally, community actrons vary

greatly. Organizational Sponsorshrp for s

example, can.be a result of some fed- 6. :

eral agency program pursued by a

small community; or it can be the’result

" of a small community group that-

wishes to make some community
improvement, such as creatrng a.base-

"~ all park. Some actions are sponsored

by local governments, and some. ogeur.

~ .

completely outside those institutions.
Actions differ as to the scope of finan-
cial commitment, from those that
involve hundreds of thousands of dol- -

lars td those that involvé littie money.

‘As previously noted, actions.are also
drstrngurshed by how many and who
participate in them. Some actions
involve all local volunteers, whereas

-others include a paid professronat staff.

Some actions necessrtate a ‘formal,

o

—a . b

10 4.



\

WHAT DOES, DEVELOPMENT OF A COMMUNlTY
_ACTION SYSTEM INVOLVE? ° - . ¢ S

- ’: B v‘ - o 7.’

R p to th|s pgtﬁ in the quide,

you. have had the opportunity.to con- .

7 sider the questlon of why be ton- .

cerned, to review summaries of -
~“successful projects; dffékto study the

elements and: characterlstlcs of actuon I

‘projects.-We turn next to a more: com

" prehensive analysis of devetOptng ands -

- operating an ‘action project: Although
., hotwo community action projects are-.
. exactly alike, there is, nonetheless, a

general pattern that projects follow. For - , LS
e g N

the purpose of this part of the guide,
. we return to our adaptation of Warren's
five-stage mode! of community action
" previously. outlined (fig. 2), together with®
~ "patterns found-to exist it the case stud-
ies just cited, to identify important
aspects.in the development of an
action system. The five” stages of
community action follow: -

Stage. 1 - Project. Envnronment/ .

" Background to Action -

Stage 2 - Init&jon of Action -
Stage-3 - Expansion of the Action
System .
.- Stage 4 - Operatlon of the ACtIOﬂ
System . .
. Stage 5 - Endlng or Reorganlzatlon
N of the Action System o

EN

.,”l

-

TS -

Development of a Communuty
Actnon ‘System. ..

¥

,Stage 1. Prolect Environment/
."Background to Action

At the initia) stage of action, the con-
cern is with understanding the existing -
community, before a project action sys-

tem has been developed. Which condi- .
“tions in the community favor action,

and whlch oppose it? Should action be
initiated ? For example, there may be a.
tradition of concerted group action that

.-helps to make it easier.to begin a new

project. There may be groups within
the community that have consistently .

“responded to needs expressed by

community members. On the other .

*_ hand, experiencing-a long periog-of
sefious economic decline and loss of

population and social services may
produce-an overwheiming sense that
nothing ‘can be done to change or
|mprove the situation.

.1t is important. te understand how
needs are expressed and acted upon
in the community. How was pl’ewous
action'begun? Who initiated -other proj-
ects? Each community hds its own set

" of needs that it has to deal with and

opportunities that'it wants to respond?

- to. Before initiating actxon people con-

s|denng a specmc communtty actlon
) 11 ~_: ; :

v S X {" : b, .
o o N

3 fiv- ) L

. j S

ch ! S

" Project | : o
.Environment/ - i SRS
Background kg e @

~ -to Action . M . R

A Stage1 A

‘ prolect may need to obtain- |nformat|on

about population, resources, busmess '
industry, social services, recreation,
‘taxes, and ‘government. These data .
about theiricommunity will enable -
_them to more clearly see where and:

-how'a prolect mlght fitNnother method o

is to survey, peopte in the Iggal.com-
munity to ascertaln what théy perceive
to be their needs. Often both methods
are used. | i
Inone communlty Malone the for-
mation of a. community council, in a .
--village of.approximately 8, 000, necess1- E

- tated-a survey of what council

»members and other§ perceived as the’
most pressing problems facing that
community. Following the survey, the
problems were listed, discussed, and
assigned to committees for action. In -
another community, Sinclairville, a-
group concemed about housing for the
elderly in their area completed a door-
to-door survey of every household to
-assess the-need for such houslng “This
tépe of syrvey is project specnflc inits; .

cus and can be used to’ asséss the

.~

t|ve|y accurate and timely.’ R

- need for a particular concem. It is sla-

RS




" its accomplishment. i
‘In some community action prOjectsf N

,Stage 2. Inrt|at|on of Actlon
. The second stage involves the . -
beg|nn|ng of action within the existing

-~ -community. Two.or three people may

.meet at someone s'home, on an ad

" “hoc organizational basis, to discuss a
potential need or opportunlty that they. . .

_feel should-be acted upon, or a com-

" munity organization representative may

- meet with the town board to bring up .

* @ project they- wotild like to see

accomplished, or a local senior citizéns

-group may-plan to begin a prolect in

their corymunity. '

~ However the effort is started the
principal taskat the initiation stage of

action isyto define the goal or-outcome _

desired and to determine ‘who in the

" they.are

income housing for sennor/ citizens was
a grants administrator for the local
-school district. Tbrough her job she -

~ had experience:in grant applications
--and access to the /school board .
+ members, who were responsible for

selling the building that |ater became
the housing :?

The few pgople who form the |n|t1a-
tion set gen erally become the leaders’
" of the actzr(])n project. It may be tHat

.comé gf- more experlence in communl-

-ty acjiotwor more-involved. and able to -
" take/responsibility in their community. .

The'initiation set may operate infor-."

v/r)wwally, but more than likely, the group -
i

ill ieed to organize into a formal

. community must be-involvet to assure / comnfittee with officers or even on®

A

thie goal is spelled out, for example, fo

:burld anew communrty library.. From
_ that goal, -it becomes clear who needs

. to'be contacted and made aware of or '
- :involyed .in the project for it to;be a
~ success, In other types of projects, the

goal is less defined. For e>§ample in
~ Marathon the goal was stated as

: “communrty*rmprovement The means
to that end in this casg was an annual |
maple fest|vaI Wthh would generate
_income that could be used to build a
civic genter and tp/ create other generaI
, communrty benefits.
- Thergroup of people that meets

o together at thé outset.of an action proj-

ect can be refer‘red to as an “'initiation. .
set.” This group is most often a small

one, fro:? 2 to 10 people. In the seven
iti

communities studied, it usually con- -
sisted of people who have had some .
local léadership experience, whether it .
" be through their work, their organiza-
" tional membership, or their institutional -

positions. These people in ‘the initiation. -

set also tend to hdve access to others
through the same means '

In Sinclairville one of the Ieadrng
|n|trators of a prOject to build low-

.some more legally constituted basis. As’
will be noted, this latter organnzatlonal
approach may logically occur in the
next stage-as the project expands.---. .
“Contrary to conventional notions, the'
‘initiation for an action project does not

“'need to come from within the local
communrty If it comes from an outside

. source, however, it must be intune
with the:community's aims and expe-
rience. It must be accepted by those
responsible for its |mp|emenfatlon
locally. In the seven case stu
found two instances where so

, we

county level..In both instances they -
- community's needs and goals corre- -
-sponded to the county s prolect aims
and goals. -

™ In'the Sherburne prolect the Che-
nango Housing Improvement Program
had the general aim /of improving low-

income housing throughout-the county.

Sherburne was identified as a possible
site for such housing. FoIIowrng contact .
at the local community level, the focus

became one of housing for low-income,
' eIderIy [n this case; the outside agen-
-.¢y's goal was shghtly transformed to fit

‘the local community’s goal and need.
“In another case study regard1ng eIderIy

ore concerned with the out-

: form_ '
_of inftiation came from agencies at the

Initiation
ofAction - "

srage 2 g

low- |ncome housnng, the County Oﬁlce
for the Aging was responsible for the -

_[nrtnal impulse to begin action. In each
. case, the local community acted in a
‘way to fulfill-its own asprratlons andto;

respond to |ts own. probIems

Y
.




~ involve in the action'process are those -

®

B

Stage 3. Expansmn of the Act:on
System
The third stage of the model is the™

expansion of the action system, where-f
in more people, groups, and institutions ,-

" are-ncluded: It is expanded aceording

- to what is expected fram different 1nd1-

“viduals and groups later For ex-
~-ample, in*one community=a local group
- with a history of commd y service

. was involved as a sponsor of thé proj- _ ‘.

ect. In addifion, various ‘businesses:

“were involved in specific-publicity -
- events as.this same project continued. - '
v may be cruéal to at least try to obtarn

One important group of people to

most affected by the outcome of the

project. In the project referred to pre- N

viously regarding low-income senior-

~ citizen housing, many - -elderly people -

~ and rem

became involved in the survey and
_needs assessment stage of the action
ined involved throughout and
* after completion of the project, ~.
When the action expands to molude, )

."more people, another part of the’coms-

“gnunity to be drawn into either rnvolve- _
ment with or general acceptance of the
project are local leaders from business

* and other sectors particuarly important,” -

to the long-term survival of the project.:
These leaders have a-great influence
~on what occurs in the community and
“can affect the outcome of a project by .
supportrng it or by creating barriers to -
“its successful completion. Generally,

_ they are almost automatically involved,

since they often figure so promrnently
in community affairs. In the seven :
communities studied, there was one -
where it was néted that several promi-

~.‘9‘ nent and powerful leaders were either

R .

" not consulted-or avoided. The resulting
alrenatron may affect the long-term

- outcome-of the action prorect For
‘example, a-local leader in business
‘may not seem like a necessary ele-

‘ment in the specific action project; but -

', if that person is also a leader in some

rnstrtutlon involved with the project, it :

that person’s support.

- The leadership at this third stage of o

a community action project may
expand beyond the initiation®se
most cases some krnd of orga
has been formed, fhore formal

nature than before, and the leaders. or
_ officets may be elected from among -
"+ the members of the organization. One - .

common situation is the formation of a

not-for-profit-corporation, which must:

have formally elected officers to be -
chartered: =~ - :
The organization created to accom-:
plish the goal may be a formal one,
"however, many formally constituted
organrzatrons in reality Operate ina
very informal way. This is true particu-
larly in small; rural communities where
the connections among people are of
long standing. One example of this

among the case studies was Marathon, .

a communrty of around 1,000 people
in which a nonproflt corporation was
_organized. The majority of the work

© was done by committee cha|rpersons

who-were not.elected, but simply volun-
teered to do the work. They formed-a
sublayer of leadership-under- elected. i
leaders and worked |n an mformal
‘manner..

Other com nrtres studred suoh as -

Groton,-had Organizations that operated ;
formally in dealing with large sums of
‘money, either as grants or loans from

LIS
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were a|tered durrng the action - process

ca

.,'federal agencres By necessrty accu‘

rate records must be. kept if-this is the
"case”. At the other end of the spectrum

* Salamanca completed 4 library renova-'

tion project with no other’ organization .-

'.vﬂ-than an informal group of friends; who *

worked together for almost a-year as
leaders of a communitywide project:
The questron of ‘a goal and plan, dis-
- cussed-above in-regard to thz-inttiation.-.
stage of community action, needs to be
reconsidered in the expansion stage, -
The original‘plan may not be feasible

- after a while,-and a-new plan may be -

decided upon, one incorporating the -

. general goal but representing a
change in-the means by which. a proj- -

ect might be accomplished. In Wood-

. - !

a

hull, the goal was- to attract. a doctor to |

the area to-provide continued local -
_health‘caré:. When that plan. became.
infeasible; thée local organization was-
able tg_change its specific strategy for
achrevrng health care service and work
toward establishing a medical center -
with a full-time nurse practmoner and
“part-time doctors. This change in the
means of accomplishing its goal indi-
-cates a flexibility within the organization
that served the community well. Each
community studied could show,some

instance, of a change.in plans where. o

the specific goal or means or both’

Te
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-~ rday festival, almost no one in the

<. with the project. In addition, itisa-
‘7 * meansof communrcatrng organrzatronal
meetlng dates; agendas, decisions; andx
fund rarslng'dnves Ina rural commu-

.“-sary for a relatively brief period. of time
~in most of the cases studied, and-se

events.

Wrth regard to broad communnty S
mvolvement there seems.to be a par--
- ticular point in the development of the -
.action syste\m y(hen each group feels it

“needs ands: Able to |nvo|ve the entireé *

community @s much as possnble This

* ‘may be during a fund-raising drive; artd

* publicity becomes the center of effort i
for a while.-This proved to be neces:

_ dom-was
 sible tok
m‘oblllzed throughout the entire action
."process. In the community that estab-
“lished'a medical clinic,. Woodhull, the -
~local. fund-raising’ campaign .was the

-~ period of time when theré: was a maJor

appropnate or- even pos-

. attempt to garn ‘awareness-of the: proj-

_ect.and to 'gain involvement (frnancral)
in it by a broad segment of the

- community. "

In Malone, the |argest lnvolvement
‘was. during the restoration of the mill
building, when local groups and indi-
wviduals-contributed either physical
labor, materials, equipment, or.-money
to the project foran arts center. This
. lasted for about 4 months, whereas the
- arts center project extended over-a 4
year period.-

On the other. hand the Ieaders of the

* Salamanca library project were able to_
mobilize a large portion of-the local res- :

. idents for the entire project, through -
pubhcrty d media coverage and

+ ingenious fund-raising events. In-the

* case of the annual maple festival, in
“the few weeks before and durrng the 2 |

communrty escapes involvement either .
- directly"or rndrrectly in the varrous

-Publicity is necessry for moblhznng a
communrty and alsp.for keeping people
. aware-of how things are developrng

N Y o
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' 'n1ty the local newspaper is crucnal to

local.-awareness of the project and will

‘generally print news releases- and

anno ncements :
. One case study communrty, ‘Sala-

manca providéd an excellent example

of clever-and nove! public relations. ¢

total cooperation from the local news-
paper, which enabled them to. keep

.- awareness-of the project in the com-
“all” community members

munity's gaind for nearly a: yéar

Stage 4. Operatron of the Actron o
‘System - ) :

. A discussion: of several aspects of

this phase of thee action process, where-
'in most of the detailed plans are gen-
erally carried out, follows. .
Commitment. All the prolects stud1ed
represent a significant commitment of
time and even money on the pat of
some community-mgmbers. Project
leaders were able to demonstrate stay-

- ing power in most of the community

- actions we studied, and very little turn-.
over occurred in leadership in the var-
_ious projects.-For example, in‘'the -
Marathon Maple Festival organlzatron
and work committees, the"same peo-
ple, for the most par, continued to
_assume leadership responsibilities. The
‘committee chairpeople expressed-

. some desire and willingness to pass

_ " this responsibility to anyone.

In the Groton project, several com-
munity members gave a great_deal of
- their time,-expertise, and energy and

-~ also committed a good deal of their .

own’ money to the project. In each
communlty studied, there .have been
"people willing to make this commitment
. to the action project goal: They have

been able to keep a positive attitude _ o
-lasted for several years.-in the: Wood- . -

about the progress of the action project

-",._ when things dragged out for longer .

per|ods than antlclpated

methods: Each story was accornpanred' o
by a photo, and the action group-had

| Opéation of the
Action System

‘ .Communlty invo ement. The means -
- through which people are drawn into

activity vary greatly among the seven .
“projects that we studied. In the case of
the maple festival, the means are rela-

- tively srmp|e since the. need for volun-

teers is ‘advertised and the meetings . *
are open to anyone who wishés to

~ attend and to work. Néw people in the
. area gulickly hear about-and expe-
- ‘rience the anfual festival. In the . :
- Malone case study, involvement in the -

mill restoration was more comphoated L

-since the work was complex and the. . ..

means through which people were.
brought in were often more formal—
through BOCES CET A grants, and so
forth. .
~ Another slgnlfrcant as/pect of -com-

_'munlty involvement in action projects is

that there appears-to be a specific time

in each one of them when wide
' awareness, 1nvo|vement and mobiliza-

tion-of energy are appropriate. This
time span may be relatively brief com-

. pared with the.total length of the &ction -

project. In Malone dunng the most hec- -
tic period of restordtion of the'old mill -

* huilding, there was a time when sever‘al'-
] - cemmunity groups, volunteer organrza-
_ tions, and-educational institutions were

_participating in the aetual work: of ,
rebuilding. Th|s occurred srmultane-
‘ously with a Iocal <community fund- *
faising drive. The entire mill project -

hull project, a significant. amount of

: fund ra|s|ng went on in this rural Eom- .

‘munrty for only a brief period of the
entrre actron prolect

-~

<
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. The extent of Iocal lnvolvement in.
~ the many-aspects-of the project is also -
related to'the desire on the gart of the -~
‘organizers-and leaders of the actiofy
_systen to’ make the prolect a total.
“community effort. In-some cases it is
crucial to achieve communrtywrde '
acceptance and, as'much as possible, -
" communitywide rnvolvement in'the
action project, as in the case of the.
Marathon Maple Festival. In other
“cases, it is not really necessary or rea|- '
istic to expect the entire community to
.:be drawn into active partlcrpatron with -
the action project, such.as in the case
of Sinclairville low-income housrng for
. the elderly.
In the Groton case, leaders were
aware from the beginning that they
were starting a relatively large and
" complex action effort. Their strategy
~ was to make the entire community
aware of what was being planned and -
to'seek general agreement with and
-support of the effort. The Sherburne
project, on the other hand, involved
_ primarily senior citizens and a few local :
., Officials rather than the community at
large. - _
_ In additien, there are drfferent types
_ ot involvement in'‘community action
projects, due to the nature of the proj--
ect and the type of person who' gets
involved. Besides leadership involve- -
- ment, there was also financial involve-
" ment, usually during the fund-raising -
phase of the process; actual work’
involverment, such as congjfgtion work
* or .door-to-door survey work;"a
) 1nvo|vement on the more general
eof awareness and acceptance of
ever is being carried out.
_ ‘ Through the involvement of individu-
- als and groups of the community in the
action process, a strengthenrng of the
horizontal ties among these commuriity .,
units occurs, In-the Marathon Maple
Festival project,,where there was SO «
:. much coordination involved in the con-
-duct of the successful festival, this'was

|/“ ' N

. 'partrcularly visible. We drscuss th|s

result of increased’ coordrnatlon and

: cooperatlon in-the section.on the: effect
_of compmunity action prorects on the

communlty

Lo Task accomplishment and organiza-
-tional maintenance. Not all projects
: operate solely for the. accomplrshment
‘of a visible goar such ‘as the estab- .
lishment of(a medical clinic_or the'con- |

struction ob:senior citizen apartment

housing. Some of them have as their -

goal the creation of an' organization

and a way of operation tha

project. Therefore, the work that went

into making that organrzatlon a functton-

ing and accepted entity in the local -
area was part of. the operatron of that
action system Th|s type of activity

occurs to some extent in all action proj-

¥cts, because all of them have some

" kind of organization that needs to be

~maintained for the action to occur.
For.some’ community action projects,

the task to'be accomplished is merely .

the study of the-community or some .

aspect of it, such as the health needs.

In.some cases a goal is set merely.to

~develop a plan for something yetto .

¢ome. If a community begins with the

vague desire to improve the community

life, it may. have as its- goal to more.

. clearly define.the means whereby this -
: |mprovement can be accamplished.

The process would bewresearch and

" study as well as a-survey of needs in
" the community. It would be completed .
_when a definite plan was agreed | ypon.

Ce
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oz Project fmancing, Another aspect of

Il be"able
to coordinate the communrty groups,

" institutions, and activities in a better .

- and more effective. way fn ‘the long run.
“This was certainly the.case with the:

"~ Greater Malone Community Council, -

which in itself was a community_action .

“‘the seven case stydies that varies

.‘greatly from.one to-another.is the\
“financing -of the project.In ‘some proj-- .
- ects, such as the.three- part Groton

complex, the financing rnvolved large -

federal loans, and the action process ",
: contrnued for many years before com-

pletion. Out of the seven case studies,

" all but two necessitated federal loans . '

or grants or both: In the case ofa- .
Fagmers Home Administration (FmHA)

"loan, for example, this means a rela-

tively long and complex application - -

’ procedure' In the Sinclairville, commu-

. the FmiHA loan app||cat|on proc-
ess |asted more than a, year, whereas

" _the actual reconstruction of the building 3
" -took only 5 to &months. This applica-

tion also entailed a feasibility study to-
determine if it was economically
worthwhile to rehabilitate the. building. -

- In addition, an architect was brought.in -

by the developer to consult on the

-condition of the building.”

“Other public agencies, “such as .
those at the state level, have been

important to action projects undertaken

in these seven communtties. A New
York State Council-for the Arts grant,
although small, was the initial money

that allowed the Malone participants to
“look igto the idea of a community.

theatre and arts center in the dld

‘Ballard Mill building. They also used a

small New York State Department of-

Energy low-head hydropower grant'for
" their reha,brlltatron of the turbines’ and

dams in the mill's hydropower system..
Not all the cases involved public

" funding, and two of them were helped -

to completion by private funding

- sources. In Malone, one of the first .
grants that enabled the mill commis- ,
" sion to begln the process of rehabilita- - -
tion was a Kresge Foundation grant. In -
. Salamanca, a grant from a local foun-
dation was used in the process of buy-

ing furniture for: the new library.
In severaI case study communltres
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'._,comm n|ty member‘s individually 6r -
4 their organizations and institu- " -
“tions, donated s|gnmcant sums of
“ money. An example is the Lions Club
' -of Salamanca,which-donated $1500 to
" the library project. In that same com-
‘munity; there were several large dona-

R e e

B tions from tndmduals and from other

organlzat|ons “which are noted on
plaques in the entrance to the Iibrary

_ The Salamanca approach.to fund-

. raising was to open a savings account’

“"in the local_bank to allow communtty

members to*donate ‘at their leisure. The
“bank account plan was accompanied
by a big, long, dramatic,-and highly
successful fund-raising program, which
lasted throughout the project;

Other resources. Finance'is not the
only.resource going-into. a community.
"action project that may make or break
- a project. In-most communities there is
expertise, which often‘is not discovered
until the specific action-project beglns
- it is an-ifnportant resource to any .

~ " _action prolect In Malone, the mill

commission ‘was able to draw on the:
technical expertise of a local resident
aeronauical engineer when they were -
. assessing the viability. of their hydro-
power system.-In Salamanca, many
local industries and businesses fur-
nished the library project with expertise
on construction, roofing, electrical wir-.
ing, and so forth, which saved the
community a large sum’ of money.
These people were brought into the
construction -aspect of the project as

o supervisors of the work crews when

each one's particular field. of expertise
was involved. Skilifulness in public rela-
“tions and publicity was ‘extremely valu-

-1, able to the Salamanca library prolect

‘Local pubhc resources have
emerged in several case studies in the
-forin of town and village equipment-and.
know-how, and:local governmental

~_assistance was given in the form of tax. -

arrangements and deed agreements
‘that"aided the’ pro]egt Local Board .of

- .communities.

* munity, ‘such as the Regional Health

“hull, the advice-and help of the Hornell
. medical commuhlty was very important

Ve T

* Cooperative Educational Services

(BOCES) skill was used extensively. in

" the’ Malone rehabilitation project. .

With regard to resources brought-into

the action’project from within the -,
. community, specnallzatton i an.impor- -
_ tant aspect of the involvemerit of these
“community members. People volun- =
teered according to the skills and expe-
- rience they felt that they-had to offer,
' ranging from Sheriff's Department
. volunteers working in traffic control to a,
- newspaper editor concentrating on pub-
" licity before the maple festival. All these
““skills and interests are, in reality, re-
. sources available to action projects,

and they exist in most smatl -

In.addition to resources within the
local area, technlcal ‘assistance has .
been received from outside the com:

Program’s assistance to the Woodhull
Medical Clinic project. In Malone, when
the Ballard Mill Commission decided to
assess the power potential of the -
hydropower system, J®brought in"a-
consultant from Albany associated wnth

the New York State Enerdy Office.

Another important resource that

. comes from outside the- locality is help "

from nearby communities and their
relationship to the community in which

" the action occurs. Many smal| rural

areds can contact nearby cities and

“ towns for advice, examples, and

assistance in their projects. In Wood-

in their decision to staff the medical

~.clinic. A hospital in Hornell helped the
‘Woodhuill group secure the services of

doctors and a nurseg practitioner. These
relationships among communities are a.
central part. of the communlty actlon
process in. many cases.

°

- the Ag.lng, was concernedal_:o}qt hous: .. ;..

. r"f“ '. ’:’..

s

Tlmlng The t|me span of these seven -

. lprojects varied widely:from one to'the .
other. Some’of the action pr, fects

]

lasted for. several years from the plan-

ning stages to the completion of the*

work. In Marathon, the idea of a maple .

festival was broijght up in-a community * .-

" round-table discussion in 1959, but_,ndt

acted upon until the first festival in .

1970. The. festtval lasts for 2-days.
- each spring and involves a few weeks
of ‘preparation. It necesS|tates acom- -

plex system of coordination and coop-
eration of some.outside agencies for
such aspects of the festival as traffic’

-control and secunty. but as these- :
" procedures are done repeatedly, from
~ yearfto year, less time |s)fneeded to get -

organized. -
+ The Salamanca library project began
in the spnng of 1976 and was com-

."pleted in the-spring of 1977. On the .

other end of the t|me spectrum;, the.
Groton project for ‘a three-part complex.
began in the late 1960s and was -

completed in 1975, except for the nurs-

ing home component:. The nursing

-home is being-added in 1981. The

Sinclairville projest for houﬁ"’ for the
elderly began in 1976 and was com-
pleted in the summer of 1980, when .

" residents first moved’ 1nto the

apartments. .

The other aspect of t|m|ng in thesé
community action projects is, th{a |ssue
of whether the timing is incidental or. -

_intentional. In Woodhull, for instance, -
_the search for a doctor was begun -

when the local physician appréached

* retirement. During the course:of the
Woodhull project to obtain local medi- ,
“cal service, the St. James Mercy Hos-
_pital at Hornell began seeking to
.extend services to outlying areas. This .

initiative on the part of the hosp|ta|

eventually ‘enabled the Woodhull proj- "
ectto establish the type of clinical se

vices available today. The Smclalrvnlle
group knew that the County Office for

om
“r
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,:ng and hencle.*that help and advrce ‘ .
would be available to them when they e

begaf! their prolect Their timing was;

_ lntentlonaL,l that case. :
'Communlcatlon The communtcatron*
- .aspect of thrs operational’ stage of* P
"action is ,vutally important. There are .
“ two levels: communlcatlon within'the -
“-.action organ|zat|on and public_com- -
4 munlcatton aimed at the'Jocal commu-
nity. as;awhale, CommumcatIOn within

the organlzafb “rSdally done by

_holding fegulbr-meetings; by announc- . .- .
© ment, transportatron ~and, tt;e f
“surfaced; and the aCtion:grofs

ing the” meeting dates, time; location,
and agenda in’ thie’local news media,

" or by an informal telephone- network.
- Public commun:cat|on usually entails a -

" publicity campaign,, .which may con-’

> tinue forsthe duration’ of the whole proj- =

ect. There also.may be'selected public-

. ity. and media events;to draw attention.
-to the project or some asd'ect of it-that

is more dramatic. Salamanca s library

. project’is a good‘example of an.innova--

- tive publicity. campaign aimed at the .
__broadest ‘audience possible. Pubhcnty
gimmicks, such as a-public auction of

the .mayor and a nightclub night, were
used to attract local attention. In
Malone the announcements of meeting

agendas serve as communication
‘ambng mémbers of the council and -

"-also for the ent1re communlty

Stage 5. Endrng or Reorganlzatlon of

the Action System

Evaluation is something that needs -~
to go on throughout the action process;.

“however, it takes on added meaning -

- “during this stage. What has been
accomplrshed'7 Where do we go from
. here?:

The organlzatlon for communrty

action, on the basis of a careful evaIua-'
- -tion, may dissolve or change its. char- :
" ter, or it may take on another- project..

" In the case of the: Slnclarrvrlle group, a

. not-for-profit-corporation whose pr01ect
resuIted ina-senior-citizens’. Iow— S
rncome apartment burldlng the group |s ,

" ‘as the Malone Commun?ty Counc
. created. In Salamarnca; two sli

_ Ehdrng or’
Reorganlzatlon
of the
-Action' )

System' -

ing to. Shlﬂ its |nvolvement to f
taIIy when a new ‘actiory system suc

ferent organ|zat|ons grew out’ob é}e
ary -

.same crisis that stnmulatéd Rl

projeci. Onetis concerned‘pnma,ry?

organlzat|ons and the ad. hoc ||brary
grotip have helped to transform Sala-

" manca into a.community that is dealing
. positively and creatively. with its com-
“mon and difficult situations. *. v
~In Woodhull, the actua| organization -
responsrble for the" med1ca| center has .~
- all, but. disbanded, but ohe suspects a
- ‘network of: relatronshlps continues in an .

|nforma| way. The organization that .

" does e><|st has- beeén:maintained in

case of emergency. In Salamanca. the,

“library group, never»férmally consti-

tuted, has goné" ‘05 to other successful '

one would expect,

-+ community prolec since completing
. the library. Howeygr
rt to fade out of existence.over time.

- This aspect of the effect of commu-

nrty action, the continuance-of a net- - :
. work of new social relationships - based"
on; involvement. in community projects,
fhlghllghts the importance of the proc-
ess of communlty actron A network

OILG: "Iespond to a-a¥isis. -
Ja) ',’-fe itself, created initially
Sleifieg Urpese; may continue’in .
‘or"mal ‘fashion after the prolect is

‘_mpleted o

hange in. the Commumty

. After actnon is completed there are

severaI dlfferent changes in the’ com-» o
-munity. In some cases, the resultis = -
somethrng easily identified, Irke anew.

.~ or’reconstructed building, a new medr-
‘- with.economic and rr}dustnal Etev op-
‘ment, and .one is invok ed/w@;general

~ community |mprovemepf These two

“cal center, a housing unit, or a.new
library. Other ‘action prolects result ina -
“change. in reIatlonshrp ‘among commu- .
.nity-groups, 1nd|V|duaIs, and local

-. government

- Another Iong range effect not1ceab|e -
in @ community that has completed a.
.successful action project is the posntlve

- attitude, the self- confidence of the

community.-One person lnterwewed .
called it a “can do” attitude, and it
appeared in all the’ case study
communntnes

. Compmunity acttOn pr0]ects such as

those. discussed in this guide do-add -

" up and do make a difference in the -
quality of life in local. communmes
_Moreover, it is not necessary.to"
approach each project.on a trial and
.-error_basis, since this guide provndes a
- framework for viewing your involvement
-and particular léadership contribution in -
~ community action efforts. The next:step-

‘is to apply this model to your own proj- . o
- ect. Worksheets-are provided in the fol- -~ -
e lowxng sect|on to help y0u do thts ‘

S er concerns oroother T
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We' hope that thrs format wrll facrlrtateg -
an_analysis and discussion of. your par-

sons for and characterrstros of com- ‘

.. _munity action. You havg:been -
- presented with Seven: case studies of .-

successful action-projects thathave
occurred in small, rural communities -

" over the last 5 years: The five-stage -

model for community action has been

" -applied to these seven' community

action prgjects, and. their patterns of

- action have been examined, L

" At this point, it would be helpful to

: apply this. mode! of community action'

. to-your own cornmunity. Perhaps you. -
“have just tompleted a community

‘action project and would gain some-

thing by evaluating it..You may be con-

.

templating a project and would like to -

‘look at it within this framework Or, yod

may be rn}he middle.of a prolect and
are examining: <Certain aspects of the -

' -project and decrdlng what to: .do next.,

This sectlon contarns a sample of

- the five-stage model of communrty

action that. we have applied to one- of
the previously discussed case study -
communities.. We- have put some of the
parts of the Malone experience.into the
diagram to help you see how: this dia-
gram.can be app||ed to a corrcrete
experrence ’ S

Following the Malone case study
diagram (fig. 3), there are five sheets,
one for each stage of the modél. Edch

worksheet has questions for you to use )

in analyzing your own community

- action project. Fill in the details about

your prorect |n the space provrded for

" “ticular community and the action proj- -

ERI!

Aruitoxt provided by Eic:

“ect(s) that may be carried out that -

. have-been: accomplrshed or attempted

"and that are gorng on now:

Chamber '
ol Commérce N
.+ 'Other .
commuru
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Worksheet 1 T e s o BT _' e R -
Stage1 Communnty Envrronment and Background to Actnon A ' S Lo o
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Questlons : _..\.'.:.'l 0 :' , IR o T SR - '.
Y What COndltIOHS in your COmmunuty favor actuon and what condmons oppose lt'7

QS '_ . o : : \ ) .
. % L o 2

~ 2. Are there grou_psior individuals in the oommunity‘who often respond to.and act on ’communityfneeds? C ' .

4 What data has been collected on the communrty—economac polmcal cultural'7 Is th1s 1nformat|on accesslble
o members of- the communnty" R ,

§ &HOW has’ aotion§begun before _in 'your-community ?

N

TN
°

-~ 5, What agencues ‘and. |nst|tutrons in the communrty are there to help you understand exrstang needs and opportunrtaes'7 _
LT Outsrde the communuty'7 e : -

‘,,

"6 Have meeds-assessment studies been done in your community?

.-

7. List the problems that you perceive to exist in the co.mmunity? S T \.

. 8. List the opportunities for improvement that you think exist now? Lo ey '

S




_ 3, What kind of erganigati:on has been formed to initiate-action? Is it a fotmal or informal grz(p? i

‘.v . . : ' :
Ly . : .
R N
o IR P
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N \ v 3 // ol
Questions: . . - ‘ : .

1. Who has made&the fnrst efferts toward actlon’> Do these peopIe occupy certam posmons |n the commumty” Have they

been mfluenc by developments OUtSIde the commumty’>

8

" PR

. i
4

[N

4. What is the goal of the ‘action, as defined at this early'stage?

pis goal been.defined? Who defined it?

T

7! If initiation came from outside, do the I6cal people agree with these goals? How do you know? - -

“ oy




Worksheet 3 : \

Questlons ‘ R R g ERI RO SR S : o
1. How has the actlon group been expanded'7 How have new mdrvr uals and groups been brought rnto action” O

- this their first project? . . - .
4. s there.a" _groUp or berson acting as'ﬁsp'o:nso, of the project? S

. Are many local people oertioipating.in_ the project? How are .theyv drawn_ihto'irj'vol_vc'arri‘ent?_T -{?" PR S c R
6. Are there local people who are not involved?ls thié\ situation appropriate or should they be brought-in?
A
A

7. Has a specific plan of-action been decided upon to achieve the goal? =~ - - . B
b
."8."What kind of action organization is.developing? Is'it a formal corporation or an informal group? -

T eyt

© 9. How Ion'ghave 'looel_people oartioi_pated in large numbe_r's?; Was there a peakf-period of participation? : . '

e .
-2 -

T Were there people oohtributing ac,co’rdihg'.to_ their expertise a‘h;d‘ "skill_sv?' L




Worksheej,4 . g T cwo
SIage 4. Operatlon of the Actron System L e e e e e

"“1 What klnd of commrtment do you have frOm those |nvo|ved and Iead|ng the prolect”

"_‘_ o ) ) . . - - . . L -

/ _ .

-2 Is & good part of the community involved or is that hot necessary? - o e IR
3. Is the agreed upon task being accomplished? Are there any difficulties or problems'? '
4, .How is the tction organization being maintained? T

“:’.

5. How is the prOject berng frn{anced? Is there a cornrzunity fund?raiSin'g drive, or is it financed from outsid agenciés . .

-and |nst|tut|ons9 B S - o g : T

S ) ] t :
N _6.-_What other resources aré: betng used from W|th|n the communrty’? Technical- resources'7 Human resources’)
' What about outside resources’) N S : . .

SR ’”\ . o : o . R
' -
¥ . L . . . . . . e A X .

.’“

) 7 How Iong Wlll the actron take’) Can people keepr up the|r commltment dunr§ this trme’) o

8_?-H_ow‘is'pub'i.i"city»be'in'g'handleo?_-Are'the_!ocal newspapers and radio stations involved in the action project? '
= '9;7What krnd of communlcatron occurs wrthrn the actron organrzatron’) : e . , . _
‘ jAre there’ regular meetrngs publlshed agendas etc’? o Cont S




IR o ) T - - D B . ' o e o .

_~~Worksheet5 o T R
- Stage 5. Endrng or Reorganrzatlon Transformatlon ot the Actlon System G e e

] . ) T

‘Questrons L o Lo \ R o e
. Now that the pro;tact goal has been aécemphshed how has the communlty changed’?’ .

L e

,2,;;,How have relatrons between members of"the communrty Jgr_oups'changed? BT T B

) 3. Do you _h'a‘vetangi'ble results, such as a building or civic center?

I

4. Are there other projects that this action organization.is thinking ‘of taking on? .-~

E 5 Do you think the organization should;disband since it has‘acco_mplished_itsobjeet,ives?
'6.‘”Has the actlon organrzatlon become a permanent rnstltutlon in the communrty'? Is there a communlty o
‘ _‘councrl for example’? o _ . . S R .

. Has everyday life in the community wchanged_? :
"_!ﬁb".o.‘ . ' LT s

a

* 8. De.you think local people feel difterently abeutthe_ community - now?
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